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18 November 1946
MEMORANDUM FOR GURNERAL VANDERRERG:

SUBJECT: Suggestions on the "roblem of imoroving the research end anclyels
operation of CIG.,

I. Apsusptions. The sucgestions which follow are based on two assumptions:

A, That those funections of #n intslligence operation commonly termed toe
repearch snd analysis functions are,; by and large, best performed by & certein
type of university person, I find it nocessury io operate on this assumpticn be-
cause the university ploture is the cne I understend best, snd because (more
objectively) during my experience in b /A-088, universiiy pecple proved thesralves
very well-equipped for & R/A job.

I do not wish $o argue that any university faculty mesmber is avtesstically
a perfect candidate for the R/A typs of work - many are incompetent rofessionaily,
many are hopslessly lacking in adninistrative talent and & feeling for nersonal
relations, snd worst of ell - many are wnadajiable to the peculiar and preetical
requirsments of an intelligence overstion. Hor do I wish to seem to argue =hst
no one from business, the srte, or the armed pervices is suiteble for the E/A
type of work: there are plenty of pecple outside universitiag who hawve the very
talente that universities try to cuitiveie in itheir students and faculties.

B, That most of the R/A typs of “unotions ere best performed by peonls who
are experts in the so-called social seiences, i.e., economics, history, inter-
national law, internations) relations, geopraphy, and sometimes even payeholocy
or scolalogy.

I reslise thet some R/A funcilons which CIG is performing or must scon
perfora lie ocutaide the soclal scisnces: i.a,, in pure science, engineerinm-, ete.
The recruitment of people in these lattsc [iaslds presents a speeisl problenm,
which I will not deel with in thie note.

i1, w: How to build the substantive eompetence znd professionsl pres-
tige of CIO's redearch und snslys=is ereration.
A. Buybstantive ggmpetence. -

s, BSubstantive competenae can be improved by a careful process f re-
oruitment of the best peopile nov atudents in graduate schoole or low raniting
members of wniversity Cacvltien:
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Buch peoaple are becoainy avuileble. The universities cennot jos-
sibly absord or continue %o saploy them all,

Bany such psople are locking for a method of putting themselves at
the disposition of the Covermment &8 & patriotic service.

Buch people will be attreated by Covernment sslary rates,

be & by-produet of carelud selzction of the best Junier and middis yrade
peopls will be the ereation in CI4 of a personnel bait for the senlor expartes

B8enlor experte =111 like the chance to work with a good staff.

On the other hend, senior s:xperts will pot come to CIG 4f the first
pert of their Job is cleaning out poor steff snd repleeing it.

Ga From thip 1t follows:

GIG reerultment szen: wniversity personnel should, wherever pussible,
be conducted through or in consultation with the vary senior expasts it
hopes to intsveut 1n ite work.

CIG should teke every jreceution sgainst recrultment of university
people who do got havwe tie full confidence of the ssulor sexperts, If
these precaulions sre act tsken, CIG 1s likely to lose the respsot of th
ssnior experts whose interest it is concerned to sapture,

B. Frestige.

8. But a persemnel policy whieh does not shoot hizher than ths recruit-
ment of Juniors, even though sueh pecple fall cleanly within the category ¢! the
Pgifted amateur,® s not In the short mp calculated teo endow CIC with the jrestige
it must have.

b, CIG must have its ow: corpeé of senifor experts in order to:

Aohisve sppropriate stending in Weshinglom.

Ashieve sppropriate stendin, in the professional circlss »hick will
loevitably be fmportant us; recruiting grownds, training groundy and
even places to which lounz-term rosearch asy be farmed out on contract.

Aot a8 mem of wimdom (es opromed to knowledge) to gulde ezad encourage
the junior steff,

<
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¢. To obtain the services of senior experts is difficult for ressons
well kmown to you, This, however, doss not argue that CIG should discontinue ite
offorts to recrull sueh expasrta,

1, The regruitment policy re established experts should be based
upon the follewing:

8. That the experts in ths relevant social selences in the
twenty or 30 beat milversiiies (see Attachment A) should bs informed of
the nature sand importance »f CIGls work,

b, Thet tne experts know the rols thay can play in CIG,

e, That tne sxjeris know the technical conditions of employment,
i.0., salery sesls, hours of work, lsave sllowanoces, oprortunities for
forsign sssignmenta, naturs end pise of administrative duties, etc.

d. That the experis know the kind of staff they can expect to
work with or be permitted to build up; the kind of raw (substantive)
saterials they can expect to work withy the audisnce they can expect
to resch with their finishsd product; and the seriousnsese with which
their finished product i1l be recaived at high levels of the government,

2. 7%he implemsntation of & recruiting policy re estahblished sxperts
might follow some or all the following lines:

8, Set wp & bowsrd of high grade professional consultsnts
{possibly as s subcommittes of CIG's present civilisn Advisory Boerd).
This board should consi:t o7 the comtryis leaders in the relevapti socisl
sciences, (See Attachmont B.) Some of them should be from the growp
whick served in the Govwernsont during the war; same smong those who did
not, The group as a whole should represent sz wide & geographicel spread
as poselible,

In the event that distance %o and from the Middle West,
South, and West will prevent desirable men from ocoming to Washington
for discussion, re:ional comniitees might be organised under a re;ionsl
chairman who will call rezional mestings at CIG'a suggestion for the
parposs of getiing the word, from tims to time, from a CIC representative
or group of repressntatives on tour.

b, In consultation with this board of experts, CIG might farm
out to wiversitiss certain long~term research functions,

Such a move is desirable for two remsons: (1) To kes; CIG's
pame constantly befors univarpity zradusts students and facultles,
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{2) To relleve CIG of joba which, though essential to the perform:nce
of 1in mission, clutter up fts high power dey-to-day work,

cs In consultetlon with this bDosrd of expearis CIGC can pui the
finger upom areas of the world shich sre of high impordance to Clo's
tagk but which 2rs oub of Seeblon In the universities,

Por exasple, aince there has been no large popular deusnd
for studles or esvvy om such sress a5 Sosndinavis, Iberian Pening.ls,
the Balksns, Mew Beat, ifricg, and a nuaber of Far Eastern counteies,
universities heve not urged stuisnte to gpecislise in $hese aress, for
the resson that finding a job es specialist has been next to impesaible.
It CIG offered a morket oo thls kind of aves talent, the universities
vould quiekly underwrite the appropriate course of study, and the leaders
in the fleld would heve CI0 eonstantly in mind, '

d. In eomeultevion with this board of experts CIG might nder-
take & monthly naws letter for circulation samong the proper university
paople,

Bueh & letter could be: sither & house organ coveris, such
matters of CIQ business as cen be yiven out asi persomnel edditions,
intalligence procwrsment achlsvesents, new lines of work to bs unlsr-
taken, new contacts made wiik learned institutions such as mussuas,
Hbtrarles, universities, laberstories, wetc.; gr publication of sdtual
subptantive enalyess of altustions abrosd which can bs disclosed,

iII. ¥hat resulits may be smiieipetod If the above suggestions are lmplemenied,

A, m. I vary much doubt if eny of the senlor experts I nums in
Attachment B could be reoruitesd et onee by CIG on a full-time basis. SHome of them
may well be intereeted in & sensulisntshis on & once-a-week, fortnight, or sonth
basls., On the other hand, they pay he eble to suggest other zen of acknowledged
professionel standing who &re aveilabls for full-time smployment rigzht now. They
will certalnly bave some oromisin: jwiler candideates.

Even though the recruitzont of tey professionsl staff must, in my opiniom,
be slow, it should be noted: () thai eonsidersbie prestige goss wiih & good board
of vimiting consultants, =nd (b} %hwt other intslligence cutfits in %own are as
barren of sech staff as CIL; and si¢ probably belng less effective than CIU 4n
overcoming the situation.

B, ] , Meny of the thinge I bneve suggested wre things I have long
sonslderad, I am convinced thst L comslstent implementation of these 1dess over
a five year sireteh would not only coenge the face of sny research and sualysis
operstlion in the Government, but -ould o fur towards changing some sspectial
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characteristics of university courses of study end habits of thought.

It iz oy belief that s Covernment agency which has & missior sz iaportant
a3 CIC and a task as congenimi %o & lurye brecket of acadamic peupis hes £ combine-
tion of attractions which smuke success inevitable. But the pmseage of tim= is sn
almost unavoldable hasard.

IV. Conclusion. This being my conviction, I regard the best course of scilom to
be one of snlightened and consistent putdic veletions with tho wnlversitise,

SHERMAN KENT
¥enber, Civilian Staff
Kationsl War College

4 Attachments -~
A and B

3
Approved For Release 2001/08/28 : CIA-RDP67-00059A000200200004-3



